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I started at BNL on June 1st as acting project manager 
for the water Cherenkov detector.  

I worked in Germany on the HERMES experiment 
(medium energy physics) for  15 years and at JLAB on 
the photon beam for Hall-D for 1 year.  

I hope we will have a fruitful collaboration!  
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  Form working groups to develop the design of the 
individual components of the detector. 
  Keep the number of groups as low as possible to 

minimize the number of meetings. 

  Develop a WBS to organize the project.  
  DOE mandates that the project be organized in terms of a 

WBS and that earned value is reported after CD-2 

  Try to organize the project keeping the two needs 
in mind. 
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1.4 Water 
Cerenkov 
Detector 

1.4.1 Water 
Containment 

1.4.1.1 Vessel 
Liner 

1.4.1.2 Vessel 
Deck 

1.4.2 Photon 
Detectors  

1.4.2.1 PMTs 

1.4.2.2 PMT 
Holders 

1.4.2.3 PMT 
Support 

1.4.2.4 Magnetic 
Compensation 

Design 

1.4.2.5 
Calibration 

1.4.3 Electronics/
Readout 

1.4.3.1 Racks and 
Cooling 

1.4.3.2 Power 
Distribution 

1.4.3.3 HV  

1.4.3.4 Front End 
Electronics/

Readout  

1.4.3.4 DAQ/
Trig/Clock 

1.4.3.5 Online 
Computing 

1.4.4 Calibration 1.4.5 Water 
System  

1.4.6 Civil 
Interface 

1.4.6.1 Detector 
Cavern 

1.4.6.2 Service 
Caverns 

1.4.6.3 Services 

1.4.6.4 Magnetic 
Compensation  

1.4.7 Software 
and Simulation 

1.4.8 Integration 
and Installation 



  Provide a contact person for the collection of 
activities. 

  Organize meetings as needed 
  Be responsible for the relevant chapters of the 

CDR 
  Provide answers to other working groups 

concerning questions related to their topic 
  For example: “What is the heat load to the water 

cooling systems as a fn of water temperature?” 
  Work out the budget and schedule together 

with BNL to put into the baseline.  
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  Want a group leader and a deputy to help 
distribute the load. 

  A level 3 management structure will be needed 
in the not too distant future.  
  Will need to look for level 3 managers to be 

responsible for the level 3 WBS scope. 
  Look for group leaders who might be good 

managers.  
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  A CDR (Version CD1) 
  An alternates analysis 
  A preliminary resource loaded schedule 

  This means you need a really good plan! 
  A cost range 
  Baseline for PED money. Need the exact cost for the 

design. 

  Plus other documents which I need to look 
into. 

7 



1.  The scope of the project is fixed at CD-2 
•  Alternate technologies are possible at CD-1  
•  Alternatives must be explained in the CRD 

and a concrete plan for how the final selection 
including cost impact must be estimated in 
detail. 

However: 
2.   The total cost must be understood to the 

extent a solid cost range can be given. 
•  The more alternates the more work getting a 

cost estimate. 

We must be 100% certain we can build the detector 
within the cost range we quote! 
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  Water Containment 
  Farshid Feyzi 
  Robert Paulos  

  PMTs 

  Electronics/Readout 
  Ed Kearns 
  Rick Van Berg 

  Calibration 
  Bob Svoboda 

  Water System 
  Richard Bionta 
  Hank Sobel 

  Civil Interface 
  Not sure where to put 

in WBS 

  Software/Simulations 
  Chris Walter 

(Simulations) 
  Integration/Installation 

9 Bob has done most the work till now. 
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(Thanks Milind) 



11 http://nwg.phy.bnl.gov/~diwan/300kt/ 
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https://wiki.bnl.gov/dusel/index.php/Main_Page 

To create and account 
login as “dusel” the 
password is the same 
as the BNL docdb 
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Available from Milind’s 
web page or the WIKI 

Once the working groups are 
running I have suggested bi-
weekly meetings. 



  The Vessel/Liner group is meeting regularly. 
  Progress is limited by lack of funding. 
  A plan of studies is being developed.  
  Division of labor is being discussed. 
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  The water system group is meeting regularly. 
  A SOW has been developed to get an initial cost 

estimate for a water purification/cooling system. 
  See subgroup meeting. 
  Plan to submit soon. 

  PMTs 
  Investigating pressure testing and FEA analysis  

possibilities 
  The electronics subgroup will meet for the first 

time here.  
  The simulations groups has met a few times. 
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  Identify missing working group leaders 
  NSF - S4 proposal 

  Wait for approval then distribute funds. 

  DOE – CD-0 
  Waiting for approval 
  Start setting up MOUs and preparing contracts. 
  Will hire a project manager at BNL for the water 

detector. 
  Begin writing CDR scientific case 
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Work 
Breakdown 
Structure 

Between now and when we start being reviewed for CD-1 we 
will need to develop the work breakdown structure for the 
LBNE project. 

This is one reason why we need to form the working groups 
and start organizing. Within not too many months we need to 
have identified the how the work is to be divided up  
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A work breakdown structure (WBS) in project management and systems 
engineering, is a tool used to define and group a project's discrete work 
elements (or tasks) in a way that helps organize and define the total work 
scope of the project. A Work breakdown structure element may be a product, 
data, a service, or any combination. WBS also provides the necessary 
framework for detailed cost estimating and control along with providing 
guidance for schedule development and control. Additionally the WBS is a 
dynamic tool and can be revised and updated as needed by the project 
manager. 

21 



22 



1.  Acquisition Plan 
2.  Conceptual design report 
3.  Preliminary project execution plan and baseline 

range 
4.  Project data sheet for design 
5.  Verification of mission need 
6.  Preliminary hazard analysis report 
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  This requires knowing when we are going to 
purchase what. 
  We need a realistic schedule 
  We need delivery estimates for items 
  We need to have established any long lead time 

items which we would like to have for early 
procurement 
  A critical path analysis needs to have been done 
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  This is fairly clear but there are a few extras. 

  We must justify the need for the detector 
  We must perform an alternates analysis 

  Including Do nothing, other experiments, and 
alternates for our detector 
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  This will need to be based on  combination 
of physicist estimates, engineering estimates, 
and quotations from companies. 

  We will have to perform a risk analysis on 
the resulting WBS. The estimates based on 
estimates will be ranked with higher risk 
and will require a large contingency. 

  This means that if the total project cost is 
caped then the better our estimate of the 
cost is, the more physics we can do! 
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Any change in total cost after EVMS is established is a level zero change! 
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